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The purpose cf this reperd is to present sha results of
an investigaticn into the vse of chjsctives Zn the management
of AMr Force operations( o crdsr tc gansga i%3 maay and
highly diversified ae:ivf ies, top maragement of ths Air Farea
mst delegate dec’sion making powars ¢ thae l¢wsst crgandia-
tional unjt poss=essing he ahility to mwske ilae rignt declisiou,
The sheer magpisuie cf the rumber of sach 2ziszicns to be peds
makes this manageren~t philcsophy mandetory, In order tc muke
sound decisiors, nersons uveing thase powers wisy know et all
times wherc the Aixr Fir¢e i3 going and how thear decisions
affect not cply tke future course of their »Hwn organizsiion but
that of other crganizeticns ee well, The a®ility o oparsts
effectively and efficiently under a deseasralized mapagament
philosopby will vary directly with tke ebilizy 2o 2sfin2 sjesi-
fis gcals or chis:tives for sach organizeticnal alemezt, Ths
prodability of making scund decisions would adpear %0 inaorsise
in direct preportion %< the correct understapding ¢f ihess
objectives at any ievel in an ¢rganizesion.

Iitsrature in *he management scienge field strzsass ths
importance of cbiestives and the nesd for adeqiats lxmowlelgo
3V A

In discuesing "the principle of the objsstive® L, Ursick {1)
states that:

*Thers mst be er o jez4ive, That zousds chvious,
But if undertskings are analyzed in detmii It i3 quite extras
ordinary how many ..mdertakings azd paris cf wnderzakings ere
discovered which are just going along %y thair 2wa mementum
with only the vaguest and most hazy idea cf wrers they are
trying to go or way." {p. 26)

Holden, Fish, and Smitk (2) state that:

*There is ncthing atout an srgarizasicn mcre impcrart
than its future, Owners, management aad empliy=z2s ard socliety
in general are, or zhould b2, more conserzad about where g
company is going than where i% has teen., In &ny institusion
the responsibility for visuslizipg, inli<ilatizg, 2nd echleving
future objectives rests with its tcp menagement.* (p. L)

It can be assumed *tha$ every logizal person has an cbiec-
tive which coincides with tha effcrt {«r lack of i%) %3 exerts,
Whether or not he can "defins" tis cojestive will depend oo
many factorss his intelligence, his philcsopby of life, the
abstractness or concreteness of his chicstive and many other
variables, His objertive may be to “get airng &axd do the bess
I can® or to *do as iittle as I can"., Neverthelsss, it may te
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assuwed that he does have an 0bjective and that nis effurts sre
indicativa of the direction which ke wishes or does not wish to

. -

When the psraon i3 considered as psrt of an organized
elfort, however, the picture chenges. His personal obiectives
pay besr no relationship to the objective of the orgenizad
effort. Iv is highly probable that his contribution %o the
orgaprized sffort iz, to him, a means Yo an end end hz will
azsntribute s¢ iong a3 his personal objectives ars served. %The
personal objective of the individual 4is related to the objective
of the orgsaization caly a3 the attainment of the component
objective essigned to the individual as part of an organization
pormits him or provides him with a means t¢ ap end whereby his
perscnal objeciive i3 ettainad,

The persontl contrivution of groupe of indiwvideals in an
organized effort must sten from the need for thair contridution
ip attaining the cbjlective of the orgfnization a3 a whole, In
the mauagement of orgerized efforts there must, therefore, te
soe method Or aystel by which individual crganizeticnal
elemznis are given their proper place and purpcse in the ictal
epdesvor, Tais plece and purpose rmust be contirucusly revised
az the total objestive of the organizatioa varies, This re-
port presents the resulta of & study which was designed %o
develcp a concept of how this should be done and to determine
the degree to which the Alr Force applies tuis copcept in tha
wmanegement of its operations.

Given this assignment, the rssearch grsup develcped and
presents herein a theory of how objectives should be utilized
in the management of organized efforts. Much of the thinking
behind this theory has been extracted from the works of »rofese
sicnals in the field of scientific management., The primary tusk
of the group was to organize and correlate much of this thanking
and to evolve a model system which utilized objectives for
mensgement purposea., Having developed the model, the group
then undertook to develop a questionnaire which was designed
to determine the degree to which Airxr Force crganizations actu-
ally utilize objectives in the management of A¥F operations.

The results of this questionnaire end the finlings, recommenda-
tions and conclusions cf the group are included in this repoxt,
To the maximum extent possible the raw data extracted from the
questicnnaires are included so vhat readers may judge their
individual opinions on this matter in relation to the cpinions
of those who answered the juestionnsirs,

In evaluating the theory developed by the research group,

the reader should scnsider each concept in the light c¢f its
usefulness to him. There is much more to be done before the

*
R r— .

IO TR R ]

T sk AL A 03 LA el AT LTt o,



theory cen be considered a firm basis for action. Concepts
ares worthwhile only to the degree that they are useful in
helping ¢c understand a particulsr phenomenon., The ressarch
group is bopeful that the concepts presented herein are use-
tul to those who agree and will stimulate the development of
other useful concepts by those whc disagree,

In judging the conclusions and recammendations of the
report the reader should Bear in mind the limitations imposed
by the aature and purpose of the projest., The total time limit
for the entire project was approximetely three months, This
limited doth the scope and meihod employed since a ~ompleted
report was desired at the end of this time, Atteation is
invited to the fact that the methodology was actually experi-
wantal from the point of viaw of the atudent group. The
readsr is cautioned that the problem was not subjected to a
tried and proven research techrnique and the resaults should be
judged accordingly. The group recognizes that the sample of
the population to whom the questionnaire wes distributed was
extremsly limited,

The research group wishes to convey its eppreciation to
the staff and advisers of the Advanced Logistics Course and to
those who coptributed as lscturers and advisers during the
academic phase of the ccurse, A particular dedt is ecknpow-
ledged to Dr. R, C, Davis ¢f the Obhio State University, Hany
of the ideas herein are extracted or generated from the svudy
of his concepts as outlined in his book, The Fundamentals of
Top Managemept. (3) A speciel word of thanks is 2130 paid %o
1t Colonel J, D, Walsh ¢f the USAF ani Mr. W. A. Betkdahl of
the Ohio State University Reaearch Foundation for their
patience in listening tc the ideas (both good and bad) of
the resesrch group. A special word of appreciation is dus to
those who maks the Advanced Logistics Course possible,

The group is hopeful that this report will stimlate
thinking within the Air Force con the use of objeciives as a
mansgement tool, and that the effectiveness and efficiency of
management of Air Force operations will be increased thereby,







The literature of managemen®t acience is veplete with
statements as to the nature end importance of objectives, The
preblem of how to use objestives in the management of organ-
ized efforts appears to elude oven thcse who devote considerabls
attention to definition of its naturs and the stature of its
importance, The efforts of the research group wers dirscted
first toward the developmeni of & concept of how objectivea
should be usged in managing c¢rganized =fforts, Secondly, the
research group attempted %o determane the degres to wbich
organizations in *he Air Force manage and are being managed
in conformance with this *heoratical sonsept and the velief
of these organizations in regard *o the importence of
*mapagement by objectivesa®,

In the dsvelopment of a copeept of how chjectives should
be used in the menagement of crganized efforts, the research
group concluded the following:

3

(1) In any c»ganized effort there exist two funda-
mental objectives, that cf previdiag » service o1 value to
meet a desire cr requiremen%, and thut cf meintaining the
existence of the orgariza%ion over the time span vhe service
or value mst be privided. !

(2) &in organization 43 =ffsctive to *be degree tha®
objectives are attained, i.e., 1% provides a nssded value or
service and main%eins L43elif over tke tims gpsn the value or
service is required,

(3) Each cf the zomponent cbizctives necessary to
the attainment of the total objextive muet be assigned to one
of the elements of the owgazizatlica,

(4) Parent crganizatvional elements mst provide
their subordinate orgenizesions with ¢pesific missions and
mst assign specific obyectives (cbjectives spezified in terms
of quantity, gquality, aad time) to these organizatione,

(5) Sutordinate organiza*ions must use specific
objectives to determine the rescurctes neressary to the attaine
ment of the specafied ob)esctives apd tc manage their opsrations,

(6) Defini%tion of obiss%ives should te included as
en important menagement fun-<10n in addition to the normal
management functions of planning, organizing, direscting, co-
crdinating and controlliage.
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In dstarmining *te Aagres to which Alr For~s management
practices 2cincida Wwith the contepts of the ressarch group,
the group derel~ped and sadmitted & questionnairs to QL4 Air
Force organizationi, The questioamalirs was sutmitted to the
dirision lsvel a% Toth tbe headquarters organization and the
field activities of seven maror commands within the continental
linmits of the United States,

Apaiysis ¢f *Le apgswevrs to0 the questionnsire, es shown
in Figure I, irdizates tha: only 9,.5% ¢f these activities are
menaged in 3 cr.en emfosmance with the criteria essablished
by the group {¢a*sgcry a ~rgenizatiors)., This eritorion dae
mardsd that the ~2rgan’izaiions have writvez statements of mise
sions and sperifiz otijectives given to them bty hizher authority
and that they mis% “se ithesce spscific oblestives to compule
Tes(urces rsquirsments, When the eritericn was seluzed %0 pere
mit devsicpmernt of wisseions end epecifis chiestives by the
respondent crgarizations with the anproval of their parext
orgenizations, »n additional 21.8% of the trtal (Cutegory B
organizasiona) quaiified, Fipally, vhen ths cxlterion was
relaxed to permit psiafi~ ob jectives o Yte developed by the
organizaticn from various sourves such as lettera, wamuszls,
program dosuments, ets., enotker 49,87 (Catsgory © orzaniza-
tions) of “ke t:tal qualified., Eightesn and nine %enths (18.9%)
did not qualify wndsr any criterion {Category D :rganizetions).

Whan measured again3t tie cri%erinca of whether or not
they assigned sperific missions and srecifiz oblexnives to
their subordinate organizasicns and vsed ““ese gpeavifizs obe-
Jectives to measure the performance of subordinate organi-
zations, approximately f3% (Casegory X orgerizavtions) of all
of the 687 crganizations qualified, Figirs I indizatss how
this number was propertionsd betwsen Cetegory A, B, ¢ and D
organizations,

When agsked wheitkher or not they believed that written
statements of missions and objectives were vitally necessary,
helpful, or not necessery, 6i% ¢f all the raspondents irdicated
that they btelieved that a mission statement was 7ivally
necessary, 38% believed that 1% was helpful azd only )%
believed that it was nct neesded, Fifty psrient (50%) indicated
that they balleved a4 wriiten statement of objestives is wvitally
necessary, 47% statsd tha% they believed that this written
statement is halpful, and snly 3% indicatsd that they bslieved
it is pot necagsary. {Figures XVIII ard XIX iliistra‘e ths
above statistics.) Only 23% (Catsgory Y zrganizations) of the
respondents beiieved that hoth written statements cf mlssions
and spedific ot jectives were vitally nesessary for managsment
purposes, The distribution of these rsapondsnts by Category
A, B, C and D 43 8180 showa ia Figure I.




Total
Population

Managed
by
ObJjectives

Manage

by
Objectives

Believe in

Need for

Missions
and

Ob jectivea

SUMMARY OF QUESTICNNAIRE RESFONDENTS

Total Organizations - 687

Percent - 100
| | 1
Cat, B Cat, C Cat. D
150 342 130
367 Category x Organizations - 53%

30 102 214 21
6% of A [68% of B [63% of C 16% of D
157 Category x Organizations - 23%

18 53 72 14
60% of XA | |52% of XB 4% of XC | [66% of XD

Figure 1
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In accondance with the gtasemert of the mronlea 2s
glven, the reseazch group crrived At two diztinal sede of
conclusions, ous szt a3 Lo whedl "8u32)3 93T sod One e
garding the survey rindingse -

With reapec o he *should te? or thoory »orizon of
the recaarslh rapoxt, o3 rossar.s group prlesants a concept
of its own vt be“ic e3 wrat L L2e oaly sorasohed the sure
tace of how chjectaves i te wssd iz Yhs managament of
orgenized effoeris, Tha groop exwiTeld at a conulisics es to
a situetion vhich sioulil cudsl: ot A3 uoT dizscver or develop
any specific mecheniss en 50 0w b3 aiturzioa shculd te
breught ahout, 20 iz ths pilc. of dte go.up She% 2dditiozal
efforts should ve axvezdst by the Ay Force wo davslon concedta
of managemept %o o wrcd #ar LOhauvn. I 8 Al Fulve msnagement
problenms,

With respsa¥ 0 ke Ziniings rizuiling Ivcm the zarvey
questicnneirs, uhe gronp wez Toried Lo ooncisds thal, acsuming
the theory 2 Se carmzect s0d the samiie represeniativy of ifie
populaiion, a J.arg_ze m: fomaty of Ao Puses ourzanizziuons ay
not (or helieva they ern a07) Balng mimrged in berms of

:
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specific cbjec
dinate orgenizaticns in Veims of gpacifle oo jsutlived.,

Analysis ¢f he data widhaut relzDesnie to the molel
indicatss thav Celegory O owgrrfomiizas .epoeient 49.°% ¢
the total, The g,ffﬁrggtia;;ng chelteocariztic of Cotsgory ©
organizeticms iy t2al tisy zAnsge oo Los Loamrs o irformal

ob jectives,

The researsk guy.p Lotlevii w2t $he ddeutiflicatinn of
the basic concensy radler wihlich Alr Fourss vrsarizesions are
managing and heing monoged ohonid Vv ule 2

separate researct a2flunt,e
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The importance of eobjectives in the managemsat of crganized
efforts 1s well dacumented., 7¢ mention a few sources:

Dr. R. C. Davis (3) states that: "It is evident that the
bitginess objective is of primary importanse. It must be the
starting point of thought and acticn in the conduact of husiness
operations...its requiremerts should be specified with respect
to quantity, quality, time and expense.” (p. 90)

Holden, Fish and Smith (2) state: "There is nothing sbout
an orgenization more important thean its future. Owners, management,
employees and society in general are or should be mcre concerned
about where a company is going thean where it has been. In any
institution, the responsibility for visualizirz, initiating and
achieving future objectives rests with its top maragexsnt. The
more specifically the future course of a company is conceived
and defined, the more likely is its realizaticn. One of th
greatest needs observed during the course of this study is for
wore adequate planning and clarificatica of future cbjectives,
both near-term and long~range." (p. &)

Manley Houe Joues {4) states that: "To make gcod decisions,
men 'snd companies' must welect goals that have resl meaning to
them; and they mvet convert the vague images ir their minds into
more explicit mental pictures, vwhich they can frame in words. The
idea 18 useful only when these goals are visualized as specific
things wanted by a particulur person {or particular company).
Secondly, he {or it) must also move down & step to what we are
calling the intermediate goals - to the means of achieving the
ultimate goals. This brisgs us a step nearer the point where
we can take some action.” (p. 12)

Considering the intrinsic nature of ¢hjectives, Dr. R.C. Davis
(3) describes cbjectives as being "vaiues"., He states that: "An
cbjective may Le any value or values that are needed or desired by
eny individual or group, provided that the latter is willing to
make some sacrifice or effort to obtain them., The values may he
any satisfaction of a need or desire.”" (p. )

Based on the foregoing, it appears that all organized efforts
must have as their objective the creaticn of value{s) required by
the recipient or customer while at the same time, acquiring the
value(s) necessary to maintain the orgarizaticn. The crganization
must be maintained over the span of time required for the countinued
provisioning of vaiues to the recipients. Iz tne economic world -
& busiress must receive equal cr more value in excnarg? for the
value it provides if it is to continue in busizess. Insofar as
government organizations are concerred (or ary agercy supported
by public funds) the effectiveness of such crganizations can be

1l
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neasured by determining the degree to which such organizations
provide satisfactory service. Under the democratic form of
government it is assumed that the electorate, through their
representatives, will bring about discontinusance of such orgsnie
zations when the gervice is unsatisfactory or vhen the cost of
this service is considered excessive by the taxpayer. '"Profit"
in this sense is primarily a political phenonenon of convincing
the recipients (tax payers) that the particular services are
necessary and efficiently provided.

It is apparent that the value (objective) created by an
organization has two different worths. Cue of these is the
worth of the value to the customer or the recipient of the value.
The other is the worth to the organization which produced the
value, The first worth represents what the customer is willing
to pay or exchange for the value and the secuond is what the
organization is willing to acecept in axchanze. Orgenizations
providing values cau exist only so long as thz customers deem
these values to be of such worth that tkey, tte custouers, are
willing to exchange values which they ocwia for ‘he values pro-
duced by the organizatioa. It should be noted taat this may not
be money velues; these values may be efforts of individuals to
support spiritual, fraternal or social orgenizaticns by contrib-
uting their time and effort to the saccess of the orgenization.
Taxpayers deem that the defense provided by the ullitsry services
be worth the taxes that they pay,

It is not intended to present herein sn econumic theory of
the value of objectives. What is intended ig %o point out to the
reader that, in discussing the nature of objectives, it must be
realized that an organization must have s twn-i'nld cbjective:
first, the value to be created, and second, trhe value to be
received as & result of this creative process.

Figure II 1llustrates the relationship betwsen the values
dispensed and the values received together witn the differing
nature of the balancing system in private business compared to
the Air Force {or any wholly tex-supported entity). The total
value created by the organization coasists of the values created
by managemeznt, labor, physical resources and capitel (if any).

The sum cf these total values represents the vworth of this value
to the organization as indicated by Vys. This is the worth +that
the organization aust have returned to it for the value it has
created. This value also has a worth to the customer (Vyo) which
may or may not be the sume as its worth to the organization. When
the worth to the customer is equal to or grester tnan the worth of
the value to the organization, trade fluws and the economic laws
operate,

12
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In the case of the Air Force, the taxpayer is provided wvith
& defense value and he, through his elected representatives ir
Congress, returns valves to the Air Force in order that the Alr
Porce can continue 1 provide the defense the taxpeyer desires.
In the business world, changes in the worth of a value or values
to the customer is felt immediately by the reduced or increased
fiow of values to the organization.

In the Air Porce the effect of returned value is not im-
sediately felt in the increage or decrease of the values necessary
for the continued existence of the organization. The changes in
the worth of the value of defense to the taxpayer are translated
to the Air Force by Congress; the same Congress which gives the
Air Forece its objective, It is this value (objective) which the
taxpayer desires, Military orgsunizations mist manage their
operations without the advautage of comparing the streams of
income and outgo of values with the same direct connection of a
business providing & value. The lead time to produce weapon
gystems serves to further complicate this situstion since the
values being rzxceivad today by the military will not creste
sctua) defense values for several years in the future.

In considering the nature of objectives, the research group
clansified objectives as Leing "Specific” or "General”. "Specific"
objectives are those which are defined in terus of quantity,
quality and time. ‘“Genersl"” objectives are values which are not
defined 1L quantitative terms.. The objective "to make 6.5% profit
or invested capitel after taxes during the next calendar year" is
a Specific objective. "To maximize profit" is a General objective.
"To reduce costs”, "To maximize efficiency”, "Minimum aircraft out
of commissicn because of parts" are general objectives. "To reduce
manufacturing costs {code 101) oy 10% during the next month using
the prior month's costs as a basis"; "zero aircraft out of commission
because of parts at all times” are statements of Specific objectives.

General objectives are useful in establishing the direction of
progress in contrast to the specific goal to be atteained. Henry 8.
Denison (5) has said: "The range and precision of man's fore-
knowledge will at best carry him only a few years ahead. OCf
necessity, then, it is the direction of progress rather than the
goal of progress which must be worked out." (p. 188)

Specific objectives a & necessary for defining the immediate
obJectives of the organization which require the application of
efforts and resources to obtain the values which are desired in
the immediate future. These objectives can not be vague and
indistinct since they require that specific work be performed and
gpecific values be created. Speacific objectives must define the
value to de provided to the customer. Specific objectives must
8lso prescribe the values the organization must receive in return.

V1
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There are other clasaifications of objectives which are

- not germane to this study. R. C. Davis (3) discusses many dif-

ferent classification characteristics and types of cobjectives.

In summary, objectives are values produced by an organiza-
“ion. These values have two distinet characteristics; one, the
vorth of the value to the recipient, and second, the worth of the
velue to the organization. For the purpose of this study, objec-
tives are classified as "General" and "Specific”. General objec-
tives ere guides; specific objectives are goals to be attained
through oparations. Military organizations are at a disadvantage
compared with busiress firms in that they do not have the op-
portunity to gauge their efficiency and effectiveness by direct
comperison of outgoing and incoming values. In the absence of
this opportunity, the definition of objectives as a management
toel would appear to be a necessary condition for management of
operations {n the Air Force.

15
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The word "urganizaticn" may be used {6) in the sense that
work mey be organized, twcuagnts, facts, people and many other
units may be organized. I: ILts breadest coutext the word
“"organizaticn" cunveys the basic concept of “brisging together
or "combining". Wnea werk 13 crgenized, efforts are brought
together or combired; w.er facts are crganized, they are brought
together in relatior t- eacis other, when grcoups of people are
organized they are broignt together for a cumeon purpose. In
every case, certain e¢lexzzuts, i.e., thoughts, facte and people
are brought together cr c¢ombined for a specific purpose.

The purpose for tringizg tocgether trhese elements is developed
in recognition of the fact tnat the selected eiexents, when
positioned in an array cr order, produce a whole which has greater
value than the sumration -f tae individual values of the elements.
The whole or unit has wvalue or vsefulress cvecausa of3 one, the
intrinsic value of ta» erement itself; axd secoud, the added value
provided through tie precess ¢f positiconizg in predetermined
relationships. Urder tais ccncept, "orgarization" may be defined
as the "locating of selected elemenss ip predetermined relationships
for the purpose of empl.ying the corbination as a single entity.'

Under this defizitic:, taere mey exist human, electrical,
chemical, biological, xzeczanical, and other tyres of organizations.
For example, a ccrmxta cicck sprirg is a mechenical organization
for the storage acd reicase cof suergy. JTu tais cese, mclecular
"elements” are located ir predetermined relationships to each other
for the immediate purpose of storirg encsrgv end the ultimate
purpose of operatiag tne clock. Tae click itself is a mechanical
organization for the parpose of irdicating time. The storage
battery is a chemical orgazization fer tae purpose of storing
electrical ernergy througn tiae positionicg of selected chemical
elements. An electrica. thermostat 13 a crrpination electrical-
mechanical crganizatins. Crganization of data cccurs when certein
numbers are placed in predeterained relatiuvrzships to each other
for the purpose of additic:, multirlicaticr, subtraction, or
vhen charts and grapas are zrepared for the parpcse of indicating
the relationship of certsin facts. The numan body is e biological
organization. Tne crazrizaticn «f human efforts is a process of
bringing together individuals and arranging them in predetermined
positions and relaticnskips in order to acncaplish an objective
vhick: requires the pnysical or meatal effcrts of more than one
individusl.,

Tt ie important te rote that this defirition of "organization"
refers to both the type of element and tre yositional relationship
of the selected elerents. For example, in tre mechanical clock
the various gears are rmade of selected materials and are established
in predetermined positicrul relationsnips with reference to each
other. The successful cperation of the mechanism requires that,
in addition to the establisnment of the positicn of these elements,
the wanner in which they wiil work tcgether, i.e., their operational
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relationships must also be established. This is accomplished

in the design of the relative size of gears, number of gear
teeth, etc., The selection of the various elements, their posi-
tioning and the establishment of their functional relationships
are each a recessary condition for organization. The combination
of all three requirements represents a sufficient comndition for
organization. (p. 17)

In relating cbjectives to operations it is a trite observa-
tion to note that objectives are attained through the performance
of operaticns. Wnat is not trite or obvious is the concept of
how this is done. In his paper "Theory of Logistics", (7)

Colonel E. R, Magruder discusses this relationship between ob’ec-
tives, policy, strategy, plans, programs end operations.

(Figure III) Starting with an objective the first activity to

be accomplished is the development of a "concept of atta.nment”

or "strategy'. As a result of this activity a selection is made

of one of several or many ways through which the objective can be
ettained. However, all st-ategies which might produce the
objective are riot eligible for consideration. As indicated in

the chart by the vertical policy bars, the Ffunction or purpose

of policy is to restrict the selection of the strategy in accordance
with generally accepted principles or ground rules. Tbese restric-
tions limit the manner in which the objective may be accomplished.
For example, the policy of non-intervention in the domestic affairs
of foreign governments would prevent one nation from adopting a
strategy vwhich involved the provisioning of military weapons to
assist in supressing riots or disturhbances. If one government
would have the objective of maintaining another government in
pover, some other strategy would have to be adopted. Means such
as financial aid, morsl jersuasion, economic sanctions, etc.,

would be possible strategies which could be considered provided
that there was no conflivt with established policies, On a much
smaller scale the housewife may elect to patronize a emall in-
dependent store in her neighborhood rather than a large chain

store because of a poliey of supporting locally owned business.

HRer strategy in purchasing supplies would be limited by this
policy. A policy cf procurines only union made goods by members

of organized laber would restrict the members of the organization
in the strategies they could cuasider and adopt in making thelr
purchages.

Once this strategy has been decided upon and determined to
be within the boundaries of existing policies, the next activity
is to assign time-phased tasks to elemrnts of the organization,
Esch task necessary fcr carrying out the selected strategy must
be-assigned to some organizational element. This is done in
the planning function. A plan can be cconsidered as the present
concept of a series of sequential and concurrent events which, if
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brought aboutin adequate terms of quantity, quality and time,
possesses a presently acceptable probability of producing the
desired objJective, The plan converts the strategy into time-
phased assignments of tasks to component elements of the
organization.

A pregrsm, in Air Force Terminology, is defined as (7) "a
projection of inventory positions or operating rates, showing
how the Air Forne plans to get from & current position to
approved objectives”. (p. 2) A program gives time and place
utility tv the plan by specifying the present, intermediate and
final positions tnat have been approved for attainment.

Operations consist of the time-phased accomplishments of
the requirements of the plan in accordarce with the requirements
of the program. It is through the performance of operations
that values are created.

The foregoing charts describe the relationships between
objectives, policies, strategy, plans, programs and operations
withoat reference to either organization or to time. Figure IV
is designed to show the sequence of these related activities in
time, the relation of these activities tn organization und the
effect of change on these activities as time passes. Given an
objective to be attained st a future point in time, the sequence
of activities of selecting a strategy developing policy, planning
and progremning follow until cperational activities produce the
objectives. As thus described, the cperation would be inter-
mittent or cyclical. In actual practice, objectives are con-
tinuously being revised, policies are being changed, strategies
modified, etc., so that these activities become continuous in
time. Their development and change exist as a continuous
function, producing a continuous stream of products. The diagram
illustrates that there is a continuous flow of operations
producing a continuous series of objectives, each of which is
a stepping stone to the ultimate objective. The ultimate or
long-rarge objective continues to recede into the future and
remains at a distance fixed by the length of time over which
the organization attempts to perceive its long-range objectives.
The present status is the result of aitainment of past objectives
and the attainment of future status will be the result of the
change in the present status.

Since the planning function prescribes the tasks to be
performed it is from this function that the design for organization
emerges. The tasks must eithor be assigned to existing organiza-
tional elements or the plenners must anticipate the creation of
the organizations which will perform the tasks. As time passes
organizations may chaenge in accordance with tne changing require-
meats of the plan. The assignment of a continuing task through

time 1s defined as a mission. The furismental concept illustrated
by the chart is one of change, -
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Figure ¥ iilustrates the relationship between organizaticr,
maragenant end miszions, The small circles at the top represeut
gwmupe of ¢onvinuous activities; in this cese, the activities of
Geternining requirements, the ectivities of ascquisition and ti
ectivities of distribution which have beer ideatified (7) as
conasiintisg the totality of the activities necessary to the
etsainment of all Air Force Logistica objcctives, It is poasitle
$o oryanize thness activities in two ways. They can be orgenized
by niselirg ¢l of tho3e whichk have %0 do with the determination
of rugpiiramants togather in one orgenization, all of the acquisi-
tion eciivities together in arother groun, =224 all of the distri-
vuvion astivities into a third, The aciivities are now orgaaized
oz a furetional basie.

It i3 elso poasible to crzarize tre activities on a product
besds. In this case the activities involvad in the determinatics
of reguiremsnivs, those involved in aiquisi%icn and those involved
in diatyibutior for a given product would Le organized into one
soong; vee actlivivies involved in determiniag requirementas, ace
wimng and distributing anotier »rodust world be organized into
a seco.l orsgenizetion; and anotier orgerizetion would be estavs
Jlehed Tor the ectivities of devermiring, ecquiring and distri-
buling szother product. This procesds uadil all of the precducts
%0 bs rgguired and distributed have bDa2en covered. The activivies
are uow orgerized on a product basis. IXI sctivities are organized
on a funceviorel basis for an indefinite period of time, the ore
ganizavion is sssigned a mission of deterrining requirements; a
second orgenization is assigned a mission of ecquisition; and a
third organization is assigned a migsioz of Gistribution. The
nission essigned %0 each of these crganizztions represents ths
totelisy of the continuing activities to be verformed, The
activities of mapagement, i.,e,, vo plan, organize, direct, co-
Galiveve and control (8), are not Girectly related to the objec-
vivea, Yat¢ are made necessary by the rrocecs of organization.,

Figure VI ie intended to illustrate the relationsbip beiween
missions end objectives., Assuming the assigrient of the manegeswas
cotivitices to one group, the determination of requirements esctiiviiies
0 A seeund, the acquisition activities %o a taird, and the ¢istii-
bubion sctivities to a fourth grouzp, it is now necessary to insice-
duco irty tals organization the jod to he dcne or the objective to
bs etvainad., The determinaticn of requiremerts organizatioz imat
be z2asigacd the specific objective of delerminipg requiremerts Sor
a glven product. Activities involved in acquisition must be gs-
signed ke specific objective of acg.iring & specific producs, an
the dlstrituting organization essignsd the tesk or specific obje2
of distributing e specific product. as time passes, each of thene
orgenizations could be assigned a seriez of tasks or objec’ives,

ive
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its individual objective. The attainment of the individual
objectives of each of the organizations results in the attaimment

of the total objective of the organization. For example, one

plane could represent the activities which have to do with manu-
facturing a product; tie scvcond plane could represent the activities
assigned the mission of selling the product; and those activities
assigned the mission of distribution could be represented by the
third plane. In each of these organizational planes is inscribed
the time-phased continuing relationship between objectives, strategy,
policy, plaus, programs and operations which are internal to the
organization in the accomplishment of its given objective. The e¢ir-
~ cular rings in each plane represent the epplication of the function
of control by that organization. The large ring represents those
actisities which insure that plans have an acceptable probability
of producing the objective and the small ring represents those
activities which insure that operations conform to plans. The
straight bars which extend from one plene to another comnect the
continuous activities of selecting strategies developing policies,
Geveloping plans, etc. These bars represent the activity of
roordination between the organizations in order to insure the
proper time phased application of those individual activities
necessary to the proper time-phased accomplishment of the total
objective. They represent the medium through which the process

of adjustment of the function of control tekes place, i.e., that
consistent strategies, conmsistent policies, comsistent plans,
consistent programs, and consistent operations eventually result

in the continuous production of the successive intermediate objec-
tives of the orgenization and finally its ultimate objective. Tae
vhite bar extending across the front of the model represents the
passage of time.

The model combines the several concepts previously outlined
in this section and is intended to convey the basic concept that
objectives form the hard core basis for the management of the
continuing activities of an organized effort.

The incresse in the magnitude of the management problem
vhen the size of the organization is increased is indicated in
Plgure IX. The organization represented is that shown by standard
organizetional charting techniques at the bottom of the page. Each
of the organizetions at the extremity of the line connects the four
component objectives Cy, Cp, Cq, to C),, the center objective (0) is
the same as that illustrated by the triangular bar in the three
dimensional model. The problem of coordinating all of the activities
of these organizations toward the attainment of a common objective
in adequate terms of quantity, quality and time is extremely complex.

28




FIGURE IX




In actual practice the application of the processes of
control results in the selection of situations which are known
or assumed as representative of the combined effect or result of
a large number of events. Inventory control is a comparison of
the results of all the events involved in purchasing, receiving,
storing, etc. Personnel turnover is comsidered a reliable indicator
of events designed to satisfy the motives of humsn elements of
the organizetions. The profit and loss statcoment is one tool for
measuring the resultant effects of many events. In applying the
processes of administrative control, management of the organiza-
tion must continuously evaluate the actual environment which is
encountered and compare it to the environment predicted when the
events vere sp.cified in the plan. The necessity to continuously
identify changes in objectives is obviously vital. The rrincipal
difficulty in the application of operational control is obtaining
an adequate basis of comparison.

Practical solutions to the problem of control are essentially
statistical techniques in that situations selected for review are
assumed as representative of a very large number of events, This
situation cccurs due to the physical impossibility of applying
the processesg of control to each actual or planned event. The
problem of control is the determination of the number of such
situations which must be examined in order to obtain adequace
evaluation of the efforts of the organization in effectively and
efficiently accomplishing the desired objectives. In one sense
the menagement enalysts who serve the managers in this respect
are diagnosticians of the management health of the organization
as a vhole, In applying the principle of management by exception
they develop techniques similar to those of the doctor when he
checks the patient's blood pressure, pulse rate, temperature, etc.
They look for relisble indicators of the state of health of the
organization as a whole in accomplishing its assigned objectives.

In summary, organizations exist for the sole purpose of
attaining objectives., Continuous changing of objectives and the
methods of attaining them requires continuous adjustment of the
operations of each element of the organizetion in order to assure
attainment of the total objective. Objectives must form the hard
core from which the planning, orgenizing and control functions of
management must emanate. It 1s this hard core which provides the
basic point of reference which permits the organization to be
managed effectively.
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R. C. Davis (3) states that: "The organic management
functions are those of creative planning, organizing and control
of the work of others in the accomplishment of a common objec-
tive," (p. 154) 1In order to illustrate the difference between
the use of specific and general objectives in the application of
the management control function, several examples are useful.
let us sssume that there are three individuals who are having
difficulty with their automobiles and decide to take them to a
garage for repair, Each ¢f these individuals has a concept or
idea of his objective. We may assume that each has the some
objective which is to restore the condition of the car to
"normal operation".

The first individual describes the nature of the difficulty
to the mechanic and instructs him to look it over and if he finds
anything wrong to "fix it". The owner of the automobile has turned
over to the mechanic the complete management control function. The
mechanic applies the control process of perception when he investi-
gates the wiring connections; he applies the comparison process
vhen he checks the points clearance; he decides what should be
changed or adjusted and he adjusts by repairing or changing that
vhich he discovered to need repairing or changing. In this case
the objective of the organized effort (owner-mechanic) was the
mechenic's concept of "normal operation” as the mechanic defined
it. This concep: of "normel operation" may or may not be the
same 88 thut of the owner. The owner assumed that the two were
the same when he gave the mecharic the general objective of
"£ix it".

By delegating his management responsibility, the owner has
agreed to accept the results produced as being the objective to
be attained regardiess of the cos< or resources involved., If the
mechanic decided to completely overhaul the engine, the owner may
have objected to the size of the bill. In this case the owner, by
default of management control prerogatives, has agreed to accept
the value produced and its zoncurrent cost.

From the foregoing it is apparent that the powers of manage~
ment control or the right to control may be delegated when the
parent organization is either unwilling or unable to specify the
velue to be produced and/or when the parent organization is
willing to accept the values produced as being the objective
regardless of what these values might be.

The second car owner adopts a slightly different approach.
Having no technical kiaowledge of the automobile but realizing
thet the cost of bringing it up to normal performance might be
more than he would be willing to pay, the owner consults with the
mechanic. The owner explains the symptoms to the mechanic and
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the mechanic advises the owner that any one of several things
might be the cause of the difficulty. In so doing the mechenic 4
advises the owner as to what constitutes "normal" for the possible ’
defective operations and the costs of bringing each of these
operations up to normal. The owner advises the mechanic to
repair the car provided that the cauge is one of those suggested

by the mechanic and the st does not exceed a specific amount.

In this case, the owner, due to his concern over the possible
cost of attaining his objective, has decided to control the
operatica a little more closely thau did the first owner. Real-
1zing that he lacks the technical knowledge he obtains technical
advice and decides that if the technical difficulty is any one
of those suggested by the mechanic and if the cost of rectification
is not over a certain figure, he i1s willing to accept the results
within thess limits. As a result of his conference with the
mechanic, he has established a specific objective. By limiting
the kinds of repairs that could be made and the total cost of
such repairs, the owner kaes quantified the objective for the
mechanic. The mechanic can now control his operations with the
assurence that the results will be acceptable to the owner. This
i3 an illustration of management by exception by the owner; the
exceptional case being when a cause other than that anticipated by
the mechanic would be found or where the total cost would exceed
e fixed amount. !

S SNy

In examining this case in the light of management principles
It 18 evident that bcih the owner and the mechanic exercised the
management control function. The owner was convinced that the
rlan was capable of producing the objective based upon the advice
glven to him by the mechanic. The principal concern of the owner
was the assurance that both he and the wechanic had the same
concept of the objective. The owner was also concerned over the
cost of attaining this objective since it might be cheaper for
him to buy a new car rather than to repair the 0ld one. The basic
point is that the mechanic was given the opportunity to control
his work to attain the objective which both understood, This
opportunity was created when the owner specified the objective
and the worth of the objective to him. Within these limits the
mechanic could make decisions and adjustments.

The third car owner is an expert mechanic. Believing that
he has more technical knowledge than the garage mechanie, he
specified a series of operations that should be performed and
obtains an estimate. Accepting the estimate he instructs the
mechanic to perform certain specific operations. Upon receiving
the car he checks to make sure that all of the operations were
performed, accepts the car and pays the bill.
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The third car owmer has nct defined auny objective to the
mechanic - either general or specific. Hde has delegated the work
to the mechanic; ke has not delegated any management powers or
responsibilities. He alone exercises the Perception, Comparison
and Decision and Adjustment processez of control. Since the
mechanic accepts the sutherity of the owner (and his money) he
carries ovt tac adjusvient operations as the cwner specified them.
It shculd be noted that the mechanic can produce the objective
without any krowledge of w. t it is. His personal abjective is
to carry out the instuctiv~s and satisfy the owner. He kas no
responainility for resuits - oniy for carrying out the instructions.

A comparison of the three methods irndicates that the principal
difference is in the degree to wnich the owner specifies the
objective, the degree to which he and tke meczanic divide the
control function. The first owzer provided a very general
objective with ne limivetions on wnat was to he done or its cost.
The second owner specified an cbjective in terms of both what was
to be done and its cost. Tae taird owner provided no objective,
elther general or specific. The degree of application of the
control processes by the cwners increased from the first owner to
the third owner with the corresyponding decrease in freedom for
application of the ccutrel processes vy the mechanic. The second
cer owner divided the manegerent control responsibility between
himself and the wmechanic and utilized the manegsment capability
of the mechanic while still retaining some degree of control.

If this analogy is extended to a larger orgarization, the
effect of different technigues is more apparernt. In the case of
an owner of a small manufacturing organization (which is organized
into a proasction, sales and distribution crgazization), the choice
of methods may be much more important. 7T this case the demand
upon his time may be such that ne canact direct each individual
action and on the other hand he cannct give each organization a
general objective and hepe that they all come out even., The
values produced by the production orgsnization are the same values
vhich must be sold by the sales organizatlon s nd distributed by
the distribution organizaticn, The value to e produced must be
specific, the values to be sold wust be specilic, and the values
to be distributed must be specific.

Tne manager is thus faced with the rroblem of having to give
the heads of his three organizations the upportunity, pover and
responsibility to control tne operations of their individual
organizations. Using the owner-mechtaric relationship as a standard
of comparison the owner can give each of his mansgers the maximum
opportunity to control their operatious by establishing specific
objectives for each organization assuring the correct concept
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or'ﬁnderstanding of tae cojective ernd eetavlishizg the limits
vithin which tte managers will be free Lo exercise their manage-
ment control procesces. A3 it wes imoortaint tu the car owner to
know the cost of repair, 1% is aluvo imrortant .fsr the owner of
the business tc lzwow th2 wertn to the esraumer of the value his
organization produces.

It 1s important to uoic that a business wan cnuld not imitate
the first car wvwper. i#e could mot abdicatz bis managerent respon-
B8ibility ard pernlt each of Lis waragers to work toward and cnntrol
his operations to thelr o comcept of their organization's objec-
tive. This i8 true heecauss, in an crgauized 22000 where the total
obJective is sub.divided, emezr cummcrent osjactive has a direct
bearing on other corpouent oblectives, tae atteimrert of each
resulting in the attaliment of the objective as a wiole,

While it is inccnceiveble that any kuowledzeable marager
would attempt to oreru%e snic typz of organizstic: withecut
specifyirg tue celzetive of each crgazization 1m terme of quantity,

‘quality and time, it iz rzadily symarent tuat rauny crganizations

find it extremely diffleult to dufice cbiectives in specific terms.
Where the nucessity oo guactificacic: of o l20tivea 18 forced
upon ean orgazizatlon ac e« cperational rec2zuity (preduction of

a specific item 1u a :pe2ific quanitity at a yecifis quaiity in a
specific time geriod) the definiticn of oblsctlves for scme
organizational elemeints Lacuuee rogtioe. ‘fhe 4Aiffictlty in
definiticn cof chjectives tueuns 4w Thoge crganizatlising where the
values produced are ls:s Lezible and ceasvratle, Plannlag or-
genizaticns, contrcl organizstiore, adviciry steff orzanizations
and service oriacizaticnt are faced witzs this difficuity. Eowever,
it must be realized thait plavzinrg erzaszizaticaz, cciarrel organiza-
tions, research criuinizations and thz Like erploy & specific number
of persons, nccuyy a sperilic wuoant of ereoe, rapresent a gpecific
portion of tie overlizad acnoih, ete., Denlclisne ars pude waich
result in the appitcatics of spsclfic reworces, Weolle tais may
present a difficult roebiem - the ldentificatie of specific objec-
tives for tnase kinds of :roazizasicor « “he avilirary ailoacation
of resources shculd nod be justified Ty usias thie difficulty as

an excuse fer falilure to mske the affort 40 quantify thie objectives
to the maxirum exteit pussitle,

- General cojectives have whelr uviseflieas in enplication of
the controli functinu cf wuwzgezont. “Adriniutrative wsnagement”
is ofter used to defie 2 Lyve of munasenesr which corcern3 itself
with long range ot ~ctives, gaueral plase, goesal strategy, broed
policy, etec., These ¢ffcrc3 terd 40 31142 2n ovgarizatloa 4n a
general directio2a ruther thap toward s avecific goal.

.
ehs

The use of objecriver in the ylanrias furcetion of weragement
is evidenced Ty tanes g2 of genswal . jzotives for droad or general
v g 8
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plans and the need for specific objectives for plans which assign
tasks to organizational elements. General objectives cannot be
translated into specific tasks without automatically quantifying
the objective,

In summary it may be stated that specific objectives are
necessary to the management of those operations required to create
specific values. General objectives arzs useful in establishing
the general course of an organized effort. The power and respon-
sibility of management can only be properly delegated when objec-
tives are quantified in terms of quantity, quality and time. In
order to assure the attainment of the objective of the organization
as & vhole, component organizations must receiv~s their gpecific
ohjectives from their parent organizations and must use these
objectives to compute the resources they require to attain these

objectives.
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A. Introduction:

Raving established a model or theory of how organizations
might be managed in temms of objectives, the next task of the
group vas to determine the degree to which Air Force operations
are being mansged in terms of objectives and are managing thelr
subordinate activities in accerdance with the theory developed
by the group. In order to provide possible evidence with respect
to the reasons for use or non-use of objectives, the researcn
group also attewpted to ascertain the opinion of managers in the
Air Force as t0 the relative importance of wmissions and objectives
in the organization and management of operations. In order to
®easure the management activities of Air Force organizations tle
regearch group established criteria which could be used for
determining whether or not Air Force organizations are being
managed or are managing their subordinate activities in conformeace
vith the theory developed by the research group. This criterior
wvaa then translated into a series of questions; a group of Al:
Force activities were selected as being organizationally repre-
sentative of Air Force manesgement;questionnaires vere submited to
this group and a system of anslyzing the data was established.

B. Development of Criteria:

It wvas decided to establish four separate categories of
organizations depending upon the degree to vwhich they met the
requirements established by the theory. These categories ard
their corresponding qualifying criteria were as follows:

). Category "A" Organizations:

8, Muq@ have & written mission statement.

b. This mission statement must have been given to
the organization by higher autnority.

¢. The organization must have a single document co:-
tuining the objectives of the organizational element.

d. This document must have been given to the orgaunlze-
‘ tion by a higher suthority.

e. Some of these objectives must be specific in nature.
f. The specific objectives must be used to compute

the resources required by the orgsnization to
sccomplish its objectives.
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2. Categcry "B" lreervizaticaal -

b.

Co

d.

e,

f.

Mugt have & writter misasics miatexent.
The miasicy &sraisnent CSL be

(1) Develcped by tre crasaization but approved by
Lightr a.tterity,
(2) Daveicped ty tte criacizatica tased ca dccuments

cr da*a zrovided ty higaer adttority.

The cbjectivas ¢f =ne orxanizaticrn wost be given to
them ic & 3312 GoCInelr.

These Sbizetives chr b

(1) Develcped oy the orsanizaticn but epproved by
Rigiar sutnlritve

(2) Iaverired v tus crpaaizaticr frex documents or
deta Trovidad by signgr aatn.rily.

Scae of the cniecrnives rust be specific in nature.
The spacific cbjectaves wist be used to compate the

rescurces reqiirsl py the organization to acccmplisn
its objectives.

3. Category "C" Orgsuizavicrss

C.

d.

e,

The organizaricn =% nave 3 written statement of

its mission.

Ths migsice statexest zay e

(1) Devaliped By tue organizaticsa but approved by
higrer a.thority.

(2) Developed vy thae orgsnizaticc bazed on documents
or data providsd by dagusr autiority.

Objectives ¢f tra coganizatiin may be derived from
ProgYar del .mancts, .e‘ters, ta.etypas, manuals,
regalatic s, eic,

Scome of tae shjectives must be specific in nature,
These cpjectives xast be 1sed to compute the resources

requirzd ry tre organsization to accimplish its
otjectives.
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L4, Category "D" Organizations:

All cregasdizavicie not gualifyiug for Catagories A, B,
and C were piaced Lr {uategery D,

5. Category "X" lrgavizaticas:

Thir ecatescry vay setavlished fer the purpose of
isoleting ticce orse-izaticrs waicia 1azaged their subordinate
organizatiorvs ir ters of ctlectites. Cateairy X organizetions
met the fcllowirg <riteria:

a. Most prepare or aprrove writtar statezents cf
missions fir thneiv sdrordirvate activities.

be Mast azsier cbjectives 1o thoir sibordinate
orgacizaicns,

e Scre of t

aq to subordinate
organizs <

f |3 * : -

1.3 wuat Te specifd

d. A1l or zart of touss chgjectives aust te used by
the crgszizatic.. ssurizg tae pregreas of
their sutordicatz ocrianizatic.z.

6. Categery "i" lrearizaticea:
s

This catzgcry war s:tatliZied in crder to identify

those organizati:ns <sich Lrzdicatea tnat thay telieve in the
vitel rature of writte— szustaverts of Dlz9icLs azd cpjectives
for the purpo-e of matazina ¢j=2ratiocs, .rgazizaticos placed

in this categery mev tae folizwinzg criteris.

8. lleve nmissicn statsme_ts to Le vitally necessary,

b. Belileve that 4 written statezent of the cbjectives
of their orcarieaticr waz vitally zecessary to the
organizati:a for nsvagirg tneir cyerations,

¢, Believe tunat sll crgavizaticns ssould give a

writtex statemsrnt <f cojectives 1o taeir suberdinate
crganizaticrn,

d. Believe 12at sorze of these cbjectives anculd be
specific 1r nature,
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C. Design of the Questionnaire: -

The questionnaire developed by the research group was based
on the criteria indicated above. Included with each questionnaire
vas & letter explaining the objective of the survey; a set of
definitions covering the terminology employed with particular
emphasis on the difference between missicne and objectives, and
the differentiation between general objectives and specific
objectives. A copy of the questionnaire and the letter of
transmittal is iacluded in the Appendix.

D. Selection of Sample:

In determining which Air Force organizations should be
contacted for the purpose of this survey, the research group
endeavored to contact that point in the organizational structure
vhich represented the level of transition between the primarily
administrative and the primarily operational ac:ivities. The
research group determined that the division level of the Head-
quarters organizations and the equivalent of division level at
the field organizational level would represent this particular
point. In addition the research group believed that it could
expect to find a reasonably good knowledge of management principles
and their application at this level.

Due to the time limitation of the research project the
group decided to restrict the questiumnaire to the seven Major
Alr Force Commands within the continental limits of the United
States.

In accordance with this requirement the questionnaire was
sent to 144 separate divisions within the 7 Major Command head-
quarters. Below headquarters level, the questionnaire was sent
to 470 base level organizations of 5 major commands and to 152
divisional organizations of Air Materiel Area (AMC) organizations
and 107 divisionel organizations at ARD' hases. This represents
s total of 94k organizations within the Zone of Interior which
were selected for participation in the survey.

The major commands selected were the Strategic Air Command,
the Air Defense Command; the Tactical Air Command, the Air Materiel
Command, the Air Research and Development Command, the Military Air
Transport Service Command and the Air Training Command. At base
level, organizations contacted were: Chief of Maintenance, Chief
of Operations, Chief of Personnel, Chief of Supply, Base Comptroller.
At the Headquarters of all the commands at the AMA's and depots of
the AMC the following organizations were contacted: Materiel,
Operations, Personnel, Comptroller, Adjutant, Services. Included
in the Services category vere such organizations as Informaticn
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Services, Provost Marshal, Rescurces Anslysis (Surgeon), Security,
Medical Education and Community Relations.

E. The Organization of Data:

After return of the questionnaires the reserrch group
entered the results of the ansvers to the questions on accounting
type paper. Plastic templates were used in order to count the
number of orgenizations in each category (A,B,C,D,X, and Y) as
previously defined.

Other significant date. was obtained by direct count of the
answering organizations. The dats was collected by Commands £or
the purpose of comparing the answer by Commands.

F. Quality of Data:

In order to obtain a general impression of the reaction of
respondents to the questionnaire and to permit the research group
to establish a confidence level regarding the degree of under-
standing of the respondents, one of the members of the group
contacted a representative sample of the organizetions surveyed.
These visits reveeled that, in general, the questionnaire was
being given careful ettention and that the degree of understanding
was edequate. There was & slight tendency for orgarizations to
consider functicnal statements as being objectives .ather than
mission assignments,
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A. Introdustion:

Survey questionpaires were mailed to 94y Division Chiefs
or equivalent level organizeiions within the Zone of Interior,
Seven hundred thirty-two (732) replies (77% response) to the
questionnaire were rersived., Only 687 replies are included in
the analysis since 45 replies were received tno late to be in-
cluded in the comparative statistics. The follcwing is a break-
down by Command of vhe number of questionneires mailed, the number
of answers receiTed, and the percent of response by Command:

QUESTIONNAIRES QUESTIONNATIRES PERCENT

COMMAND MAILED OUT ANSWERED RESPONSE

ADG 85 52 61%
SAC 172 126 73%
ATC 156 125 84%
TAC 98 59 60%Z
MATS n 3% 9%
ARDC 131 96 3%
AN 261 243 967

TOTAL 9Ll 732 AVERAGE 77%

In order t. provide readers with the opportunity to judge
their own thinking and conclusions, data on answers to each of
the questions kas been inzluidsd 4in the Appendix, The information
is broken down by Commands for sase ¢f comparison purposes, The
findings included in *this sezvion are based on data which the
group felt was most significant to the r:search project,

B. Management of Respond=nts:

To determine %o what degrse rsspondent orgenizations are
being managed Ly their parent organizations, the research group
applied the criteria and sorted organizations into Categories A,
B' C. and D,

Pigure X indicetes the percent of rsspondents which met the
eriteria for a Category *A® organization. The chart illustrates
the decrease in the number of quaiifying organizations as additional
qualifying elements of the criteria are added. The findings reveal
that 95.9% of respondent organizeticns have a written statement of
their mission. However, only 42.4% of *he *total respcndents have
a written statement ¢f thelr mission which was assigned to them
by higher authority. Only 25.9% “ave a mi.ssion s*atement assigned
to them by higher authority together with a written statement of
their objectives, Fifteen and six-reuths percent (15,6%) have a
vwritten statement of their mission assigned by higher authority come
bined with a written statement of cbjectives given them by higher
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authority., Ths uumber of crganizatiosas is reduced to 11.1%

(of total respondents) when thay are also required *c have
specific objectives included *n *the obirectives assigned to them
by higher authority. Only 9.5% of the respondent organizations
weet the complete critveria of:

(1) Having a written s*a‘ement of their mission assigned
to them by higher autharity.

(2) 4 writteu statement of objectives given to them by
higher autharity,

(3) The objectives g.ven %o them bty higher autharity must
contain some which are spescif.: .

{4) The organizativa mist use these spesific objectives
to compule nhe resyir;es .t needs *o do its Jjob.

Figare XI is a breskdown >f the total numher of activities or
organizations in the Category ¥A" lassified by Commands, Attention
is direstsed ic 4the far< that the Cormends which are operational in
nature have more organizations msaeting the Category "A® criteria
than do the Comrarnds whi:h are primarily servige in nature.

Figure XII lil.strates how Caregory *B¥ urgsnizations were
identified., The -har+t .liustrares how a ds-reas.ng rnumber of
organizations qualify as Ca-=g:ry "B* organizations as additional
criteris are applied for gualification parposes, The Chart shows
that 95.9%7 (seme as Categzry "A". of respondeny organizations have
a written mission statement., The per-asatage dvops to 92.8% when the
requirement is applied that these mission sratements must be developed
by themselves and arprcved by higher authsri'y and mist be develioped
by the organization based on progrems or data suppiied by higher
authority. When the criter :nfar having a written statement of
objectives is appiied, the per-.entage drops from 92.8% to 49.7%.

This is the point where the largest number of organizations are dropped
for failure to qualify. A small drop to 44.3% is noted when the re-
quirement is applied of wri*ten staremenrts of oblectives which are
developed by the organization and approved tv higher authority cr
developed by the orgaanizarion based on documents ov da*a provided by
higher authority, Tequiraing *ha! some >f the oblectives given to these
organizations must be spe-:f12 in nature reduces the percentage to
28.842. It is at this po.nt tuat the se-ond sigarifizant loss of
organizations ccsurs for failure ro meet *the criter-a. A slight
decrease is noted when the requirement s inzluded tha* organizations
mist use their spesifi: obertives *o campute the resources nezessary
to accomplish their objsct:ives, The final f.gure is 21.8%,
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Figure XIIT indicates the number of respondent organizations
who meet Criteria "B" classified by Command. The operational
Commands which headed the 1list in the Category "A" classification
now find their positions reversed; the primary service Commands
accounting for more than half of the totsl organizationms qualifying.

Category "C" organizations are those which meet a criteris
vhose standards are considerably relaxed from those of Categories
"A" and "B". Figure XIV shows the categorization of organizations
as the requirements of th2 Category "C" ecriteria are successively
applied. Again 95.9% of responderts had & written statement of
their mission, 92.8% of the tctal respondents had this mission
statement assigned to them by higher authority. The third step
represents the major variance in criterie "C" as distinguished
from that of "A" and "B". Under this criteria, organizations are
permitted to have informal objectives obtained from sources such
as program documents, teletypes, letters, manuals, etc. Fifty-nine
and five-tenths percent (59.5%) of the respondents setisfy the
criteria when this requirement is added. Forty-nine and eight-
tenths percent (49.8%4) of the organizations used their informal
gpecific objectives to compute resources required to do their
Jobs. The significant fact is that these crganizations heve
objectives which sre specific and they use to compute resources
requirements. The validity of these objectives may be questionable
since they weres not given or approved by the parent organization.

Figure XV is a division of Category "C" organizations by
Commands which is self-explanatory.

Figure "VI is & summary chart which summarizes the data
showing the number and percentage of organizatcions qualifying
under Category A, B, C, and D and the dig:ribution of the number
of these organizations by Commends.

C. Management By Respondents:

To determine the number of respondent organizations which
manage their subordinate organizations in terms of objectives, the
research group established a criterim for Category "X" organiza-
tions. In order to meet this criterion, an organizaticn must:

(1) Prepare or approve written statements of missions for
their subordinate activities,

(2) Assign specific objectives to their subordinate
organizations.

(3) Use all or part of these objectives in measuring
the progress of their subordinate crganizations.
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Pigure XVII indicates the number, by Command, of Categories
A, B, C, and D organizations which also meet the criteria estab-
lished for Category X organizations.

D. Opinion Survey:

Specific charts vere developed for the purpose of illustra-
ting the comparison between the nature of objectives and missions
of organizations and their opinions regarding the need or useful-
ness of mission stetements and objectives in the manegement of
their operations.

Figure XVIIT compares the number of organizations which
have a written statement of their miscsions with the percentage
of organizations which believe that their mission statement
is vitslly nececsary, helpful, or not needed in the management
of their operations. It is significant that almost all of the
organizations have & written mission statement, but only 61%
believe that these mission statements are vitally necessary. It
is also significant that a very small percent say that they are
not needed. The- degree of uniformity of the distribution between
Commends is apperent from the chart,

Figure XIX shows the number of organizations which have a
written statement of their objectives as compared with the
number of organizations which believe that such & statement
of obJectives 18 vitally necessary, helpful, or not necessary.

In comparison with the preceding chart (Figure XVIII) it
should be noted that there is a considerable drop in the percent
of organizations which have a written statement of their objectives
compared with the percent which have written statements of their
mission. A lower percentage of organizations believe that objec-
tives of an organization are vitally necessary (50%), although
a larger percent (47%) believe that written statements of ob-
Jectives are helpful. The number that believe that objectives
are not necessary in comparison with the number which believe
that missions are necessary goes from 1% for missions to 3% for
obJectives. There is more difference between the Commands
regarding objectives than there is regarding missions.

Figure XX illustrates the relationship between the percent
of organizetions which have a document informing them of the
objectives of their next higher organizaticn and the percent which
believe that such a document !z vitally necessary, helpful or not
needed in. the management of their operaticns. In general, fewer
organizations believe that this document {8 vitally necessary
than believe that mission statements and objectives are vitally
necessary. A larger percent also telisve that this information is
not needed in the management of their operationms.
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Category *X* Organizations

COMMAND CATEGORY
A B [ 2 ZOTAL
ADC 1 X 18 3 23
SAC 12 15 19 1 47
ATC 9 1 39 1 60
TAC 2 8 16 0 26
M 3 50 75 10 138
MATS 0 5 14 2 21
ARDC 3 12 33 4 52
TOTAL 30 102 21 21 367
FIGURE XVII
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. Does your orgenization have & written statement of 1ts misston? (% YES)

96.2p  83.65  96.8%  96.7%  88.7%  98.3F  93.84  97.9%
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Do you consider your mission
statement to he:

A, Vitally Necessgary

B. Helpful

C. Not Needed

FIGURE XVIII
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Do you have a written statement of the objectives ¢f your orgenizstion?
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or U organization,
Hapit was
organizaticas which:

In order to debersine whether or not
correlation between teirg a Catigory A, B,
apd the opinica of these crganlLat1o“,,
established., Tnis category comsistsy of thce

(1) Believe that miszsion statcments are vitally necessary.

(2) Eelieve that specific uhjectives ara vitally recessary,

Figure XXI shows tae zuxber of Category 4, B, Cand D
organizations wilen also qualify oy Ssiepoy "7 organizations.
Figare No. I shows w2 relaticeraie tetwess Tatecaccy A, B. C and
D organizaticns, Category X orgeudzaticas snud Catzg ry Y

organizaticne.

E. Gereral Data:

Figure XXIT co pares the uwaatar of orgaunizatincs which
prepare or approve a written stausrent of m‘s:ious for their
subordinate c¢rg nizations wiva ths uaxbar of organizaticns walch
give objectives to their citordirste srganisuatisna, Tae total
for the populatica is trha sawe 1t Toth cages. It skeouwld be
ncted that ihe Stratagic Afr Clumszd, tor Taoticul ALy Coxmend and
the Air Trainirg Coomznd ars ocre objective mmindad “aan tuey are
missioa=mindea while tze alr Deterse Jwriand, Alr Matsriel Comernd,
Military Alr Trazsp-rt o2rvice end the Air Bessar:n and Developueut
Commard are more wissiov—orienved tonn they ars chjectives-crieatad.

It is possitle to examine e data regulting fron the questicr-
naire with the purpose 10 ziznd of identifilog thoe manuer by which
Alr Force crganizaticns recaive aad use tasir wissions and cbgjec-
tives withnat respect to a zpscific wodel or themy. ZTroem this
point of view it ig norad that the totel of (anegnry C crganizatioee
represents 49, 8% of +he *ntal cresnizaticns., {Yeo Figure I
Category B and Category O ﬂrgs,izatloh. produce the tighest
percentages (oaﬂ and 63% respectively) of Catagory X orgarizations.

Category C rrgapizations differ frum Cetegory A anl 3
organizetions in tzat They have itfeorzal objectives (mot contained
in s single wraitiet doguzeat giver to tmem b higher authority) and
that they obtain tre:e 1»fomeal ohjectives from a veriely cf aourcaes
Ninety-five perceut (93%; £ ail »walizatioss vroported that they
had informal objectives. ¥Frow this data iv would aprear trat taere
way exist a system whereby orgaﬂi°¢,inas are expucted to develop
their objectives from varicus sources gsuch as riguiations,
manuals, Air Forse program decuments, ete.
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Category *Y* Organizations

COMMAND CATEGORY
A B o D TOTL

ADGC 143 b 8 L 10
SAC 1¢ 9 5 1 24
ATC 3 4 15 2 24
TAC. Q 2 9 ¢ 1
AMC 9 28 2 io 65
FATS ) 1 3 o i
ARDG 2 8 8 o 18
TOTAL 18 53 72 " 157

FIGURE XXI
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- Do you prepars or approve written statement of missions for your
| subordinete organizations? (% YES)

] 744 759 5T% 6hs 66% 8% 93% 80%

] rﬂ
W‘T - 1
' prmeromg i
3
3
] | | |
i J
4
3 st - T —-MM:& “1 L.»-J il ol
TOTAL ALC 8AC ATC TAC AMC S ARDC
Do you provide your subosrdirste crganizations with a single document
prepared for ths spesific purposs of informing them qf their asajigned
objectivent .
{¢ YuS) !
] ~
; b T Shs 75% 75% 6ed 8o% 83% = 65%
b é r sy rnu-——'-q (

.
) =y

R cim by L*»um ;n‘“ual =
ADC A ATC  TAC AMC MATS ARDC

-
§ WL T It IS Y P D PO .
g " Ak .]
cab)
A

FIGURE XXII
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.« NOT REPRODUCIBLE

If a fcrwal syaten «f asasigning objectives existed, it
would te expacted that sick &8 system would provide for correlation
of obJectives assigned t¢ separate crganizaticrnal elements in
order to irsure “lie proper sequerntial time-phased accomplishment
of the cbjectives iv the quarntity and qualivy desired. Air Force
program documents wculd appear to satisfy this requiremernt to
gome degree. Iv would, tnerefore, be expected that the majority
of organizatiuns would cbtain uest of their informal objectives
from surh program documents.

Figure XXiTi depicts the arzwers from respondents as to the
source of their inforral cbjectives, Toe rpbers sacwn represent
the number of organiza~iums which repcrted that they obtsined
informal objectives from the scurse indicated, An organization
could cbtain coj2ctives from wore than one gource and a majerity
of reprrving organizaticze cn ~ked mere tnan cna gouree,

On tre tasiz of the totel figures, Frgilaticus and Routine
Correspcndence ave the m:st rentisred gources. Verdal, Mauuals,
and Teletypes provide the vext wist frequsnt sources in that crder.
Schedules, Air Force Progrur Documanti, War Flaws, and Other follow
in that crder a3 zuiress of inferwal cvlectives. Alr Foree Progranm
Documents erd War Fisr ave the least mrvticned seurces (exeluding
the category cf wiker,. Iriz pattery i ggnerally true for each
of the ciwmands. 1%is data irdlcatey that Air ¥Foree program
documents are nct the rrinciple seurce of informul objectives,

In additicon to the informationm provided 1n the forz of
enswering the questicrs mars of the crgarizaticss returced the
questicnnaire with cccrrents. A reiscticn of crmmests are included
as follewa:

’ "At the present time written cbjectives for the field
gervices divisior are included iz a Deput Ubjectives Brechure.
However, it is enticipated that we wili have a Division "Written
Objective” 1in the near future, a5 it 13 our opinion tkat such is
of great impcrtance to ar organizaticn ¢f this nature.”

"Unless tke mizsicn and obhjectives cf ecach cramand axd its
parts are clearly cutlined and revised ascenrdicg tc changing
progrems and ccoditicns. they can ve & eerincues handicap rather
than an aseet.”

"I convider, in the present Air Feroe, sererally we have tco
many urnecessary writter otjectives,”

"We have roied that some gcals are gehievmd with relatively
little use of maragement principles, chance, unexpected cornditions
or & turn of events 2muzicg favcrable actin: tr take placs.”

W i b wai B
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"This type of thinking is most encouraging."

"There is a definite chein which must be followed to provide
adeguate continulty for the work, and adequete cpportunity for
manegenent by the supervisor. Tnis chein is Mie .on, General
Objectives, Specific Objeactives, as defined above.”

"In & staff organization, specific otjectives are difficult
to develop and are often develcped to satisfy a requirement.”

"I am in the process of developing & single document listing
the vbjective of my organization from a series of other documents,
notes and my own thinking."

"The mission and rnjectives of the Strategic Air Commaend are
clearly underatocd by tie dedicated career officers and airmen.
esoI myself do noet need written documents to tell me the purpose
or objective of the SAC missicn rather informstion on how to best
do 1t."

"It 1s my opinion tha® inadequate attention is paid to
defining & realistic, feasible missicn and then establishing
objectives (U.T.P.s, etc.) that will assure the ability to
accowplish the missicn or Ciuse Revisica of the Equipment and/or
Misslon so that it can te actomplished, ...agencies seemed to
b more concerned with impgprsved performance in equipment than
with achieving any vetter sbility tc aceomplish the mission.
seelt 1s clear that we must eitiker limit and define the mission
within the capabilities of the equipment, or design the equipment
to perform the missicn."

"The only difficulty encountered in answaring your questicns
centered around & matter of interpretation.”

Many of the crganizations arnswering the questionnaire
inclosed documentary evidence of their efforts to establish and
define their missions and objectives. In general, the i12search
group found that by far the majority of these exsmples contained
general cbjectives rather than specific objectives. Some of the
objectives listed are as folilows:

"The attainment of war-time readiness in peace-time cperations."
"Elimination of duplication of funciions.”

"Continual review will be made to ldentify and implement
major menagement philcsophies.”
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Some of the specific objectives furnished by the respondents
Wwere as follows: -

"Prepare 2 each aircraft for transfer to IRAN schedule as
follows."

"Maintain sufficient dock crews to perfoim scheduled periodic
inspections on group assigned C-124C aircraft."”
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CUNCLUSIONS

The group concluded, pertaining tc the thecretical portion
of the ressarcn work, tzat the attainment ¢f the total cbjective
of an organized eff.rt raquires tie exercise of a managemernt
discipline. Tzis wuanigezect disciplire requires trat crganiza-
tions be created onlv hecauze an cperaticn wmust be performed.
Operations require the identificaticn of cbjectives in specific
terms, Sircce C.gauizaninns mist receive adequate values in
return for the values tney create, the rescurces used to produce.
the values can only te jJastified ca the baais c¢f the value
(cbjective) created.

Assuming the correctnsss of the theory as interpreted into
the criteria of Categ:ry A, B, C and I' crganizavicns and assuning
that the sample was representative of the pepuiution, the research
group concladed that cunly & £1sil yerventage (9.5%) of Air Force
organizaticns ere maraged ia terms cof ctjsctives. Appreximately
one-half (5%%, manage tceir cutcrdinsie crgenlzaticas by giving
them specific cbjectives, However, siuce 4 majority (69%) of
these crgarnizations (Catesgery C ana Categliry ) have cbjectives
the validity of wnich may be decutted, theve 15 4 question as to
whether or not they are maragirg ic the rigrt direction.

The research grcup coild draw e specific cenclusicn which

. would serve to explain the witiaticr as descrited by the data,

Efforts to correlate cpinices with A, B, C and [' categiries of
organizations failed t., indicate that crgacizations are managed
by reference to objectives tecalise of their couwnvictions. There
was no correlaticn tetween orgarizaticrs whica are being managed
and these waich manage 12 terms of cbjecrtives., The group cculd
£ind no evidernce cf unifcrmty of date whict woudd indicate the
existence of a fcrual syatem «f provading ard correlating
obJjectives.

Air Force Manual 25-1, Septexber 1954 states:

"It i necessary that all levels cf ccmmand ascertain that
their expenditures of effurt contribaite directly to this over-all
objective."

We appear tc nave ercuga principles., Wnat is needed are
techniques for getting this done.

 pacice 6%
gost
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RECOMMENDATIONS

Based on the findings and ccnclusions contained in this
report the research group recommends the following:

a. Heasdquarters USAF and Major Air Commands stress
the need for quentified objectives to their various manasgement
levels by:

(1) Institution of an educational progrem to acquaint
their manegement personnel with this highly im-
portant yet basic fundamental responsibility.

(2) Establishing a review of their existing practices
and where necessary mgke it mandatory that each
level of management quantify the objectives for
its subcrdinates.

(3) Establish the necessary controls to insure the
compliance with the program of management by
objectives.

b. That TJeadquarters USAF, Air University and Air
Force Institute of Technology establish & research project to
further develop an Air Force concept of management in terms of
specific objectives.

¢. The Air University and the USAF Institute of
Technology stress the impcrtance of specific objectives and the
managewent responsibilities for quantification of objJectives in
all its zducational courses on management.

d. The AF Inspector General make the subject of
"Management by Objectives" a prime area of review to insure that
expenditures of efforts dc contribute to the over-ail cbjective.

These feregoing recommendations are based on the belief that the
theory of "Management by Objectives" 1s both logical and practical.
Quantification of objectives is a basic responsibility of manage-
ment and the higher the level of management at which the quantifice-
tion is accomplished the greater will be the probability that the
real objectives will be attained with the least probability of
wasting resources.
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In the opinicn cf the research grcup this quantification
process is not easlly accomplished. It is difficult and m ght
eppear, at tizes, t~ be wvirtually impcssible but it can be done.
Throughout tze Air Fcrce large sums of meon2y buve been expended
to insure that thne direct werker, the man in the repair depot,
the man on the line, and the man in the warehouse is carefully
supervised and haa perfcriance, time and effectiveness standards.
These seme efforvs are algo finitely costed by standard cost
systems, inventary cost systems, materials and labor accounting
systems. 1In the total aagregate of Air Ferce cperations this
applies principally to th2 direct worker. This is nct to be
censtrued as a criticizz but as a basis for compariscn with the
apparent laxity of managewent of indirect efforts. The continued
growth cf overhead, supporting, servicing and staff costs and
operaticng make 1t xandatery that the Alr Porce insures that the
objectives of these cvernead crganizatiors are as especific as
those of tue direct worker ard that the cperations of these
organizations produce results walch do contritute to the total
Air Force chjective,
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o .NOT REPRODUCIBLE

DEFINITICNS

A. Misgsion.

Mission statemerts degcribe ths activitiea usaigred to an
orgarizaticn. Trey eerve to identify a specific grcup with its
activities as contraated with tae activities aszsfigred to another
group. Mission statetern.s are characterized by their identity
and coexistence witth crgarizaticzal elexsnts; “Ley describe the
group of centinuing activities waich are assigned to the crganiza-
tion elemernt., Trey prescribe activities to be perfcrzed withcut
any relation to tae quantity cor time-ynasirg of spacific activities.
Such statements asg:

"P¢ administer prograxs”
"T¢ priozcte the zale of"
"Te distritute”

"To proc.re”

are examples of miscicr statemensts, 3Juch atatewerte, by themselves,
dc not previde a tavis for mansging the cperatious of the crganiza-
ticn., Until these activities are gyrlied in gjexe marrer, the op-
portunity cr necessity for mazagerent dres roct exist. Tais can be
better understcod 1f a warufactaoriry crgacizadisy 1 c¢cnsidered.
The producticn corganizavion iz azaizrad toe preducticn missicn.
Planrning for prod.ctior, crgenizirg for producticsn, directing
production nctivities, cocrdinating production elezents ard ocn-
trolling the eutire Process cannit e acccmgLisbed wvitncut
identifyirg thne item(s) to be pr.duced ard the quaztity per unit
time desired. It 1s vit possditla t¢ deterzuine tne rescurces
required, 1.e.,, the mern, mackirnes, raterifals, etc., needed using
the migsion statemert alicne,

B. Objectives.

An objective 1s a g:al or aim toward which the activities
(mission) and effcrts of an organizatiocu are directed. Objectives
can be stated in general %errs or trney may be specific. For the
purpose of thLis questicn.caire, objectives are classified as
either Genearal or Spacific.

1. OCereral ‘njectives: These are :bjectives stated in broad
statements <f desired gcais or acccrplishments. They may represent
vhat management at any ievel ccrsiders to te desired performance.
Such cbjectives may e stated as fcllows:
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a. To insure timely ernd adequate maintenance ard
supply suppcert of all combat unite.

b. To improve the reliability asnd szase ¢f maintenance
of Air Force eguipmert.

¢- To promeve career training and progression of
assigned yersonnel.,

2. Specific chjectives: These avre cbjectives which are
stated in terms cf time, guanvity 2ud quality values and provide
a basis which permits =n activiiy tO compate requirements for
the resources necessary to attein the objectives. They also
provide & basis Ter menaging operasions and furnisdh criteria
egainat which the perforasnce of an activity mey be measured,
Suveh objectives might be stated as follows:

a. To wairntain s lavel of 85% or more in-commission
stztus of all assigaed B-52 aircraft during CY 1357.

bt. To overhaul and prepare for oversgeas airiift 250
J-57 engines during March 1957,

¢. To process all hign priority supply requests within
twenty-four hours after receipt. (Provided the
quantity "all" can be identified in quantitative
terms, )

3. Sub-Objective: A portion, divisicn cr segment of a
tasic objJective which can be directly traceable to the basic
objective.

4, Derived Objective: Ar cbjective generated, devised or
ceveloped which zay or may not support a basic objective but
~ennot be traced or directly attributed to a basic objective,

5. Plan - Charascteristics of: An objective statement of
lime~phased tasks to be accomplisned with a definite assignment
of tasks and a methed of achievirg the plaa.

6. Plan: The present concept of a series of future events
elther concurrent, sequerntisl cr toth, possessing a presently
acceptable probability cf producing the desired cbjective.

T. Model: A picteriel portrayal of g system, operation,
management, organization, function, data flcw, etc., utilized
to describe or define basic elemrents of activity inherent in
the subject of study, investigaticn or research. A model can
depict either tiat which is in being cr transpiring or that which
is being proposed as new.
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8. Orgsnization: The design of a pattern of functions and
peorle to assure accomplishment of predetermined objectives.
(Dr. M, E. Mundel)

9. Management:

&¢. The application of logical and effective thinking
to the solution of business problems applying the
business knowledge and principles accumulated,
clagsified, codified and accepted to date.

(R. C. Davis, p. 6, "The Fundamentals of Top
Management)

bh. The task of designing, predicting the performance
of, end controlling en integrated human group
activity, the related paysical fazilities and the
relationship between the twc. {Dr. M. E. Mundel)

¢. That part of administratica concerned with the
procedure, tzchniques and processes employed in
an operation; the persons concernad with these
procedires, etc. (USAF Dictionary)

10. Orgenization: Tne art of collecting, arranging,
classifying and grouping of 21l rescurces available in order to
accopiish efficiently a clearly Jefined, unified objective.
(J. G, Blover and C. L. Maze, p. 23, "Managerisl Control")

11. Functions: The individisl roles or duties to be
performed by a specific group or unit within an organization and
vhen these assigned functions are perxformed the individual.
group or unit can then be considered as perferaming its mission.
(USAF Dictionary)
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H QUESTIONNAIRE
SECTION 1Ii
MISSICN

v 1. Does your organizetion have a written statement of its MISSION?

) GRAND TOTAL 702 Yea 28 No
ADC 46 6
SAC 122 4
ATRC 118 L
TAC 93 6
AC 239 4
MATS 20 2
ARDG 9% 2
) 2. Was your MISSION stats.ent:
G T =a. (310) Given to your organization by higher zuthority?
RO b. (145) Leveloped by your or.anization but spproved by higher
AT authority?
NA ¢ {205 Developsd by your organization based on documents or
DL or data provided by higher authority?
; d. ( 21) Levelecped by your orgenization orn their own initistive?
AC &, 4b h, 7 c. 10 d., 2
SAC  a. 87 b, 10 c. 23 d. 1
ATRC a. 97 b, 19 C. 40 d. 4
TAC a. 31 v, 11 c. 9 a. 2
ANC  a. €3 b. 63 c. 102 a4, 4
MAT3 a. 12 b, 12 c. 5 d, 1
X ARLC a., 33 b. 38 c. 1b d. 7
3. Do you periocdice.ly revise or cause your MISSION statement to be
revised?
GRAND TOTAL 463 Yes 238 Mo
ALC 31 15
SAC 54 68
ATRC 6l 54
TAC 28 25
AMC 191 a7
MATS 15 13
ARDC 76 18




OZ> D0

4. Do you consider your MISSION statement to be:

T a. {431) Vitelly necessary?

0 b. (268) Helpful? -

T ¢. ( 9) Not necessary?

A

L
AX 8, 29 b, 15 c. 2
SAC a., 75 b, 44 c. 1
ATRC a. 67 b. 48 ¢, 1
TAC a. 30 b, 21 c. 2
AMC a, 161 b, 79 c. 3
MATS a. 13 b. 16 c. 1
ARDC a., 5”2 b, 42 ¢c. O

5« Do you prepare or approve written stetement of MISSIONS for your
gutordinate activities?

GRAND TOTAL 517 Yes 185 No
ADC 39 13
SAC 69 53
ATRC 76 43
TaC 37 19
AVC 195 37
MATS 27 2
ARTC T4 18

Y

6. Do you. periodically revise the MISSION statements of your subore
dinste activitiecs?

GRAND TOTAL 479 Yes 224 No
ADC 33 18
SAC 6 57
ATRC 68 5L
TAC 35 2z
AMC 180 49
MATS 26 4
ARDC 73 23

SECTION IIX
PART I
WRITTEN OBJECTIVES

1. Does your cr.enization nave a SINGLE DOCUMENT prepared for the
specific purrose of listing the CBJECTIVES ol your orpanization?

¥,
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1, {cont)

GRAND TOTAL L7 Yes 26 No
AIC 24 27
SAG 79 L7
ATRG 7 L6
TAC 122 26
ANG 162 81
MATS 7 15
ARDC 55 41
2. Was this cocument:
GT a. G.ven to your orgsnization by higher szuthority? (146)
RO b, Leveloped by your organizaticn bu* approved by higher authority? (ice
AT c¢. Developed by your orgenization based on documents or cdete provided
N A by bicher autaor:ty? (.26)
DL d. Developed by your orgzanization on their own initiative? ( 46)
ADC  a. 12 Do 1 c, 6 de 5
SAC  a. 49 b, 8 ¢, 17 d., 5
ATRC a. 38 b. i3 c. 22 Cde 2
TAC  a. 10 Do 12 c. 7 [ e 3
MG a. 16 b. 6 c. 59 4, 21
MATS a. 2 b. 6 c. 4 de 5
ARLG a, 17 b, 2 c. 9 de 5
3. Is this dorument distridbuted to your subordinatve organizations?
GRAND TOTAL 360 Yes 48 Ne
ADC 22 2
SAC 77 6
ATRC 69 5
TAC 26 7
AMC 137 18
MATS 15 2
ARLC 44 8
4. Of all the OBJECTIVES listed in this document would you say that:
GT e. (L2) all of
RO b. (67) mos% of
AT ¢. (ub) few of
NaA d. (9 none of
D1 then are GENMRAL in nature?
ADC a. 9 b, 11 c. 4 d. 0
SAC a. 12 b. 33 ¢. 30 d. 8
ATRC a. 30 b. 35 c. 8 d. 2
TAC a. 9 b, 13 c. 7 d. 3
AMC a8, 42 b, 67 c. U d. 9
MATS al § b. 8 c. 4 d. 0
ARDC a. 17 b, 2ac c, b d. 2
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£« If there are GENERAL OBJECTIVES listed in this documert would you say

that:

a. (1) Al1 97 (2) Most 97 (3) Few 72 (4) None 0, of them were
given to you by higher authority?

b, (1) A1l 32 (2) Most 70 (3) Few 88 (4) None Q, of tnem were
developed by your organization but approved by higher authority?

C. (1) A1l 12 (2) Most 60 (3) Few 119 (4) None 0, of them were
developed by your organization from documents or daia provided by
higher authority?

d., (1) 21 7 (2)Most 21 (3) Few 119 (4) Nome 0, of them were
developed by your organization on their own initiative,

o TVQ
30"

anc  a.(l) 6 (2) 8 3) 1 (L ©
b.(1) o0 (2) 2 (3 5 (4) o
c.(1) 2 (2) 7 (3) 5 (4) ©
d.(1) o (2) -0 (3) 8 (4) o©
Sac  e.(l) 34 (2) 17 (3) 10 (4) o
b.(1) © (2) 6 (3) 17 (4) ©
c.(1) 0 (2) 10 (3) 17 (4) ©
d.(1) o (2) =2 (3) 16 (4) ©
ATRC  a.(1) 30 (2) a (3) 3 (b) ©
b.(1) 6 (2) 6 (3) 16 (4) ©
s.(1) 2 (2) 7 (3) 18 (L) ©
a.(1) o (2) 1 (3) 19 (4) o©
TAC a.(1) 8 (2) 9 (3) 3 (4) ©
b.(1) 3 (2) 7 (3) 7 (&) ©
¢.(1) 0 (2) o (3) 1o (b) ©
d.(1) 0 (2) © (3) 10 (L) ©
AMG al(l) 11 (2) 8 (3) 35 (4) ©
b.(l) 19 () 32 (3) 31 (4) ©
o.(l) 6 (2) =27 (3) 47 (4) ©
d.(1) 6 (2) 10 (3) 47 (4) o
MATS  a.(l) 1 (2) & (3) 6 (4) 0
ba{l) © (2) & (3) 3 (4) ©
s.(2) 1 (2) 3 (3) 6 (k) ©
d.(1) 0 (2) 3 (3) 6 (4) ¢
ARIC a.(l) 8 (2) e (3) 13 (4) ©
b.(1) 4 (2) 14 (3) 10 (4) o
o.(1) 1 (@) 7 (3) 18 (4) ©

If there are SPECIFIC OBJECTIVES listed in this docuwent would you say

that:

a, (1) A1l 50 (2) Most 62 (3) Few 60 (4) None 0, of them wers giver
%o you by hizher authurity?

b, (1) AM1 18 (2) Most 59 (3) Few 33 (4) None 0, of them were devel-
oped by your organization but approved by highsr authority?

5. (1) A1) 13 (2) Most 49 (3) Few 86 (L) None 0, of them were develi-
oped by your crganizavion from documents of date provided by higher
authority?

OX»>TO
P 30293 o
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de (1) A1 34 (2) Most 29  (3) Few g (L) None 0, ci them were
developed b, your organization on own initiative?

AC  a.(l) 1 (2) 3 (1) 5 LY o0
v.(1) 0 (2) 2 (3) & (L) o
c.{1) 3 (2) & (3) 5 () o
a.(1) o (2) 2 (3) 9 (4) o
S5AC  a.(1l) 19 (2) 19 (3) 17 (LY o
b.(1) ¢ (2) 6 (3) 15 L)y o
c.{1) 1 (2) 1 (3) 13 (4) ©
a.(1) 1 (2) 4 (3) 15 (4) o
ATRC  &.(1) 13 {(2) 14 (3) 7 4) o
b.(3) O (2) 5 (3) 13 (4y 0
c.(1) 1 (2) & (3) 17 (4) o
d.(1) o (2) 2 (3) 20 (4) ©
TAC e. (1) 3 (2) 5 (3) 6 (4 ©
b.(3) 2 (2) 9 (3) . (L) o©
c.() © (g) 1 (3) 9 (L) o©
a{l) o (2) 1 (3) 9 () o
AMC & {)l) 5 {2) 13 (3) 31 (4) o
b.(1) 14 {e) 27 (3) 14 (L) o
8.(1) 5 () 22 (3) 33 (4) o
d.(1) 10 (2) 15 (3) 34 (L) o0
MATS a.(l) 2 (2) 1 {(3) 3 (b) o
be(1) 1 (2) 3 (3) 1 {4) ¢
(1) 1 (2) 1 % 1 W o
4.(1) 1 (2y 2 (3) 1 (4) o©
ARDC  e.(l) 5 () 7 (3) & 4y o
b.(1) 1 (2) 8 (3) 5 (4) o0
e.(1) 2 (2) 1 (3) 9 (4) ©
€.(1) 2 (2) 5 3y 8 {4) o

If this document contains SPECIFIC OBJECTIVES (See definition) do wou
use them in any way toc compute the resources required te accomplish
thege OBJECTIVES:

GRAND TOTAL 279 Yes 35 No
ADC 1l 2
SAC 62 7
ATRC 40 3
TAC 21 2
AMC 102 16
MATS 10 3
ARDC 30 2

-~

If this document contains SPECIFI( OBJECTIVES do ysu usge tham in com=
puting your budget?
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8. (cont)

GRAND TOTAL 237 Yes 77 No
ADC 13 3
SAC 47 20
ATRC 35 7
TAC 20 4
A 88 30
MATS 9 4
ARDC 25 9

Does your higher autnority use:

8., (216) All of the GENERAL OBJECTIVES

b. (139) Part of the GENERAL OBJECTIVES

¢. ( 1) None of the GENERAL OBJECTIVES

d. (131) All of the SFECIFIC OBJECTIVES

e. ( 94) ¥Part of the SPECIFIC OBJECTIVES

f. ( 11) Norne of the SPECIFIC OBJECTIVES

to measure tha progress ¢f yowr organization?

o2k oo
o v O30

>

Ceomd, 22 .8, 6
d. 41 e, 18
4. 15 e. 15
d. 13 2, 2
d. 52 e. 43
d. 3 e. 5§
. 9 s, 9

ALC &, 10 b. .9 c.
SAC  a. 48 b, 27 C.
ATRC a. 39 b, 22 Ce
TAC a. 16 b. 11 c.
AC e, T4 e 53 c.
MATS a. 10 b. 2 C.
ARDC a. 26 b, 20 c.

-

*

.
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12, Do you provide your subordinate organizations with a SINGLL DOCUMELT
prepared for tne specific purpose of informing then of their sssigned

OBJECTIVES?

GRAND TOTAL 323 Yes 112 No
ADC 1 12
SiaC 62 21
A1RC 58 19
TAC 21 10
AMC 119 29
MATS 15 3
ARDC 34 18

11, Are the OBJECTIVES in these documents which you give to your subordirete
orgenizations:

a. {64) ALl GENERAL OBJECTIVES?

b, (38) ALl SPECIFIC OBJECTIVES?

¢. (70) Mostly GENERAL?

d., (87) Mostly SFECIFIC?

e. (94) About half SPECIFIC and half GENERAL?

o 0
> oOonr
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11, (cont)

ADC a. 4 b. 0 Ce 6 d. 2 e. 7
SaC a. 5 b. 18 c. 8 d. 23 e, 21
ATRC a, 15 b, i c. 19 4. 10 e, 13
TAC a, 4 bl 1 c. 4 d. 12 e, 3
AMC a, 26 b. S c. 24 d. 34 e, 42
MATS a. 6 b. 1 ¢, 3 d. 2 e. 5
ARDG a, 8 b. 3 ¢, 1l d. 8 e. 1l
12. Do you use:
GT a. (223) All of
RO b. (114) Part of
AT c¢. {10) HNone of
N A the cbjsciives referred to in Guesti»n No. 1l to measure the rrogress
DL of your subordinate orpunizations?
ADC a, 7 b. 1l c. 0
SaC a. 38 b. 7 e, 1
ATRC e. 35 be 27 c. 3
TAC a. 13 De 9 c. 0
AMC 8, 90 b. 4l c. i
MATS &, 12 b. 5 €. o
4RDC &, 26 B. 14 S 2

SECTION IIX
PART Il
INFORMAL CBJECTIVES

-

1. Does your orgarization have informel OBJECTIVES which ere not contained
in your written stetement of OBJECTIVES? (Ref. Section III, Pert'I, G. I,

GRAND TOTAL 690 Yes 4O Ne
ADC 50 0
SAC 116 10
ATRC 116 8
TAC 53 6
AMC 234 8
MATS 31 0
ARLC 89 7

2., If the answer to question 1l is Yes in what form are they recieved by
your organization?

a. (521) Regulations

b. (461) Manuals

o> NQ
T30

81




2. (cont)
c. (361) Schedules
de (299) AF Program Documents
«., (494) Verbal
f. (295) War Flana
g. (509) Routine Correspondence
h. (420) Teletypes
i. (111) Other (Specify)

ADC a., 36 b. 32 c. 25 d. 19 e. 34 £. 15 g. 40
SAC a. 6y b. 75 c. T7 d. 32 e. 58 £. 69 g T
ATRC a. 92 b. 87 c. Th é. 61 e. 91 £. 3 - 87
TAC a. 139 b, 34 c. 24 é. 34 e. 25 f. 39 g. 38
AMC - a, 191 b. 163 c. 122 é. 103 e. 190 £. 96 g, 183
MATS a, 18 b, 16 c. 9 d, 16 e. 19 f. 17 g. 16

ARDC a, 61 be 54 c. 30 de 34 e. 77 t. 20 g. 65

ADC  h. 40 i.
SAC h, 85 i. 16
ATRC h. 91 i. 25
TAC h., 18 i. 1
AMC h. 164 i. 50
MATS h. 17 i, §
ARDC k. "5 i, O

3. Are these informal OBJECTIVES distributed in any form to your subordinats
organizations?

o230

GRAND TOTAL 645 Yes 23 No
ADC 48 1
SAC 115 1
ATRC 111 2
TAC 49 P
AMC 210 11
MATS 30 . 1
ARDC 82 5
4. Of all informal OBJECTIVES you have, wculd you say that:
T &, (19) All of
0 b. (317) Most of
T c¢. (331) Few of
A d. (2z) None of
L them are GENERAL in nature,
ADC 8. 1 b. el c. 25 d. 0
SAC &, 2 b, 32 c. 79 d. 4
ATRC a. b4 b. 51 c. 58 d. 1
TAC 8. 3 b, 25 c. 25 d. 0
AMC & 7 b, 117 c. 99 d. 11
MATS a. 0 b, 19 C. 11 d. 1
ARDC * a. 2 b. 49 c. 3 d. 5
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If you have informal GENEhAL OBJECTIVES would you say that:

GT a. (1)All 2, (2) Most 310 (3) Few 153 (L) None Q, of them were

R O given to you by higher authority?

AT b, (1)A1l 2 (2) Most 63  (3) Few 253 (4) None Q. of them were

N A developed by your orgeanizatvion but epproved by hi.sher authority?

DL c. (1) All 4 (2) Most 101 (3) Few 289 (4) None Q, of them were
developed by your organization from documents or data provided by higaer
authority? '

d. (1) A11 10 (2) Most 99 (3) Few 317 (4) None O, of taem were
develored by your organization on their own initiative?
AC au(l) 4 (2) 27 (3) 12 (4) o©
b.{1) © (2) 8 (3) 23 4y O
c.(1) © (@) 7 (3) 26 () ©
d.{1) o (2) 3 (3) 28 L) o
SAC  a.(l) 3 (2) 60 (3) 20 (4) o
b.(1) © (2) 11 (3) 41 (4) 0
c.(1) 1 (2) 12 (3) 50 (L) o
d.(1) o0 (2) 6 (3) 54 (4) o
ATRC a.(1) 4 (2) 55 (3) 25 (4) o
b.(1) © (2) 11 (3) Li (4) ¢
c.(1) 1 (2) 14 (3) 32 L)y o
d.(1) 1 (2) 7 (3) 61 (4) ©
TAC a.(l) 7 (2) =27 (3) 5 (4) o©
b.(1) © (2) 1 (3) 17 (4) o©
c.(1) © (2) 10 (3) 15 (4) o0
a.(1) 1 (g) 3 (3) 1¢ (4) ©
AMC a.(l) 6 (2) 9% (3) 54 (4) o0
b.(1) 2 (2) 20 (3) 85 (W) o©
c.{(1) =2 (2) 4l (3) 1co (4) o
a.(1) & (2) a4 (3) 108 (4) ¢
MATS a.(1) O (2) 9 (3) 11 (4) ©
b.(13 o (2) 3 (3) 13 (4) ©
a.(1) © (2) 6 (3) 12 (4) ©
a.(1) 2 (2) & (3) 10 (4) o
ARDC a.(1) 2 (2) 39 (3) a8 ) ¢
b.(1) © (2) 11 (3) 31 (4) o©
e.(1) 0 (2) 11 (3) 36 (4) o
a.(1) 2 (2) 12 (3) 39 L) o
6. If you have informel SEECIFIC OLJECTIVES wculd you say that:

GT a. (1) A1 21 (2) Most 231 (3) Few 213 (4) lone G, of taem were

R O given to you by hi.her authority?

AT b, (1) All 13 (2) Most 81 (3) Few 224 (4) None G, of them were '

N A developed by your orgenization but approved by higher authority?

DL ¢, (1) All 10 (2) Most 122 (3] Few 272 (L) None 0, of them wers

developed by your organization from aocuuents or data proviced by hignsr
autherity?

d. (1) A1l 8 (2) Most 101  (3) Few 297 (4) None O, of them sere
developed Ly your orgenization on tneir own intiative?
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7. 1If you have informal SPECIFIC OBJECTIVES sc you use tahem in any way to
compute tne resources required to accowplish these OBJECTIVES?
GRAND TOTAL 595 Yes 62 Ne
ADC 46 3
SAC 101 11
ATRC 96 1A
TAC 48 1
AC 196 26
MATS 29 2
ARDC (n 5
8. If you have SFECIFIC OBJECTIVES do vou use tanem in computing your budget®

GRAND TOTAL

ADG
SAC

ATRC

TAC
AC

L57 Yes

39
59
84
39
160

8y

66. No
2

1
10
1

7

140 Not Aprliczbie
7

43
15
11
36




8.: (cont)
MATS 23 1 7
ARDC 55 1 21

9.. Are any of these OBJECTIVES used by higher autnority to measure tne pro-
gress of your organizstion?

a. (164) All of tne GENERAL OBJECTIVES,

b. (345) Part of the GENERAL OEJECTIVES.

¢. ( 47) None of tne GELERAL CBJECTIVES.

d. (159 All ot tne SFECIFIC OBJECTIVES,

e. (339) Fart of the SFECIFIC OBJECTIVES,

£. ( 31) None of the SPECIFIC OBJECTIVES.

o2 oo
(ol R RN

ADC 4., 12 b, 28 ¢, 3 4. 1} e. 25 f. 5
SAC a. 31 b. 66 e. 2 d. 42 e. 57 £, 4
ATRC a. 135 t. 58 c. 6 4. 30 e. 61 r. 4
TAC &, 18 b, 2 e. 4 & 18 e, 23 £, 4
AC a. 51 », 118 =&, 2¢ 4. S4 e. 115 £, 14
MATS a. 5 b, 12 c. 5 a. 3 o, 17 £. &
ARDC a. 18 b, 49 e, 7 4. 19 e. LB £, 6

10. Do you essign OBJECTIVES to your subordirate orzznizations?

GRAND TOTAL 627 Yes 49 No
ADG 42 3
SAC 110 8
ATRC 1il 2
TAC L9 6
AMC <11 i1
MATS 29 2
ARDC 75 12
11. Are those OBJECTIVES a2ssigned 1o your sutordiinate organizetions
GT a. ( 29) All GENERAL ORJECTIVES?
RO b, ( 41) All SPECIFIC OBJECTIVES?
AT c. (110) Mostly GEJERAL?
NaA d. (209) Mostly SPECIFIC?
DL e, (210) About half GNERAL arnd helf SPECIFIC?
ADC a, 2 b 3 ¢, 10 d, 15 e. 17
SAC a. 1 b. 7 c. 5 d. 59 e. 4O
ATRC &, 2 b. & c. 28 4. 37 ¢, 37
TAC a, 3 b. 3 ¢. 9 4. 19 e. 16
M a, 14 b, 15 ¢. 37 8. 57 e. B8l
MATS a, O b, 2 e. 9 . 5 ¢, 13
ARDC a. 4 b, 6 ¢, 14 a. 26 e, 26




12, Do you use:
GT a. (309) ell of .
RO b, (308) part of _
AT c. (13) oone of
N A these OBJECTIVES in measurirg the progress of your subordinate organiza-
DL tions? .
ADG s, 15 b. 29 ¢c. O
SAC a. 63 b, 49 c. 2
ATRC e, 57 . 48 c. 1
TAC a. 24 b. 25 c. 1
ANC a, 103 b. 100 c. 6
MATS a, 12 b. 15 c. 1
ARDC 4, 133 b. 42 c. 4
H
SECTICN III
PART 3
GENEPAL
1. Do you have a SINGLE DOCW-EIT written for tne specific purpose of inform-
1ng you of the OBJECTIVES of your next h.gher organization?
GRAND TOTAL 394 Yes 328 Ne
ADC 2l 30
SAC 70 55
ATRC 62 60
TAC 26 31
ANG 147 94
MATS 16 14
ARDC 52 U4
2. Do you believe that tae cdocument referred to in No.l above is:
GT a. (189) Vitally necessary to your organizaticn?
RO b. (395) Helpful to your orgenization?
AT c ( 43) Not needed ev all?
N A
DL

ADC a. 9 b, 30
SAC a. 31 b, 66
ATRC a. 31 b, 67
TAC a. 23 b, 26
AMC a. 66 b. 137
MATS a. B8 b. 13
ARDC a. 21 b. 56

C.
C.

c'

c.
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If the snswer to lo. L gboze 12 "No®, do you kmow wust the IBIECTIVES
of your next p:ghsr organizetion are?

GRAND TOTAL 327 Yes 2g Ko
ALC 3 2]
SAC 6¢ 3
ATRC 59 7
TAC 19 il
AMC 100 8
MATS 15 1
ARDG 43 [
Lo. Do you believe that 1% 1s:
T a. (352) Vitally necessary %o your orgsnization?
RO b. (327) Helpful to your organization?
AT ¢, ( 11) Not nesced at all”
N A for you to knovw tne OBJECTIVES of your next higher organization.
DL
ADC a, 22 G, 26 cs 1
SAC a. 959 . 54 c. 3
ATRC &, 66 b, 31 ¢, 0
TAC 8, 29 b, 23 ¢, 3,
KC & 122 b. 147 c. 1
MATS & 12 b. 16 c. 1
ARDC a. L2 b. 50 c. 2
5. Do you pelieve that a written stetement of the OBJECTIVES of your orgen-
ization is:
GT a. (366) Vitelly necessery to vour organization?
RO b, (340) Helipful to ycur organization?
AT ¢, (21) Not needed et all?
N.A for managing your operztions.
DL
AIC a. 17 b 24 c. O
S&C a. 79 b, 42 ¢. §
ATRC a. 65 b. 94 ¢, 2
TAC a, 23 b, 32 ¢. 3
AVC a. 132 b, 106 e. 5
MATS a. lu b, 16 e, 1
ARDC a. 3o b. 55 ¢e 5
6. Do you believe that ell organizaticons shoulc give & written statement :°
OBJECTIVES to their subordinate orsanization?
GT b€l Yes 58 No
RO a. ( 62) Shculd these be SPECIFIC?
AT b, (100) Should tney be GENERAL?
N& c. (499) Boun?
DL
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6.  (cont)

a,

a,.

a.

a,

a.

6
21

4
6

L6 Yes
b‘
116 Yes
b.
107 Yes
b.
50 Yes
b.
228 Yes
b,
28 Yes
b.
86 Yes
b.

1
20

34

17

4 No
c. 31

10 No
c. 82

A1 No
¢. 85
No 6
. 39

13 No
c. 175

3 No
c. 26

11 No
c. 61
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